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CONFIDENTIAL

2 August 1948,

MEMORANDUM FOR THE DIRECTOR OF CBNTRAL INTELLIGERCE:
Subjeot t Admindstrative Buppert for OIA.
Refersnce ¢ DOI's Seurot pemorandum of 21 July 1948.

1. In accordsnce with the sbove rsference, the Committee met on
Thuraday, 22 July, to disouss procedure. It was determimed thsati s
preliminary talk to explore the various phases of the probles should
be held between the Assistant Director 80 snd the Executive for ALM.
As a result, the following was agreed +oi

8, All domestic security functions including personnel
investigations of semi-covert and covert personnel
should be combined under the Executive for I&S.

2+« The Committee met on Friday, 29 July, without the Exsoutive
for I&8, it having been considered no longer necessury for him to
ettend in view of the agreement with regard to the combining of the
inspeotion faellities. A paper was submitied by the Assistent
Director S0 imcorporating khe ideas of that office with regerd to the
necessary reorganisation for the implementation of H8C 10. (This
paper is forwerded as Enclosure A.} This did not coinecide with the ideas
of the Executivs for ALM snd it was deoided that he should submit &
separate papsr incorporating the idess of administrative support
required il any reorganisationsl set up, (This paper is forwarded
ss Enclosure B,)

3¢ In view of the opposing idees presented, it will be 25X1A
necesgary fop the Dirsctor to make final determination as 4o the
reorganized set qp on the besis of these two presentetions.
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28 July 1948
MEMORANDUM FOR: DIRECTOR, OENTRAL INTELL IGENCE

1. Reference iz made to memorandum of the Director of Central
Intelligance, 21 July 1948, subjects ®Administrative Support for
CIA."

2, ¥When GIA has two covert offices, the following procedure
for operationa) contrel and administrative support should be establ) ished:

&+« An officer on the S}iracﬁn:'a staff, with & spall staff
of assistants, should be desigmated to cocordinete and suparvise
the operstions and adwinistrative support of the two covert
offices, This officer will be & staff officer and ean only issue
instructions in the mane of the Director,

ks An auvtopomous adninistrative and services it should
wupport the two covert offices. The prasent Adninistratlion and

- Serviess of 030 should become this umit .

3. The present Afministration and Services unit of 0S0 should
become the umit to support the two covert offices. It is currently
servioing the Special Procedursa Group of 080, as well as the other
operatioml activities of 080, When the Spsoial Procedurss Group,
which should form the rucleus of the new covert office, becomes the
Office of Specisl Projects smooth transition and wninterrupted mervice
will be provided the new covert office without the confusion and lmek
of effieienay which would result from a mafor administrative raorgnnizat!nn.
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No major change in the organization and fumctions of the present
Adninistration and Services unit are advisable except the following which
are recormended for consideration:

#. All domestic sepurity functions including personnel
investigations of semi=covert and covert persommel should be combined under
the Executive for Inspection ard Security,

b. 4 high-level parsomnel procwrement officer with a very
omell staff should be assigned sach of the covert offices toi

(1) ¥eintain intimate knowledge of operatiomal requirements
and attendant persomnel needs,
(2) ¥mintein effective limison with Persomnel Procwrement
Sectlon of CIA to insure fulfillment of his office's require-
ments, |
(3) Establish certain high-leval contacts for ths procurs-
ment of highly speeialiszed persomnel coordimating this program
with agent proewrement.
4e Thers is mo need for separate,autonomous adninistrative support
for each of the covert offices since their activities are covert and will
have to be clomely coordimated, On the other hand, support of covert
opsrations by an overall, centralized CIA administrative unit 1s equally
impractisal, Seeurity of operations cannct be maintained under this
system since effective sorvices require an intimate knowledge of operations
by those firnishing the support and this knowledge would have an unwarranted
spread.

* ST RPN 1AL
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Woreover, the procedures vary widely from normal governmental services
and require specialised knowledge and sction, In addition, those
coneerned with the direction and coordinetion of oparations wmuet have
& large measurs of control over their supporting services, Just as mueh
20 ag & oommander in battle.

5. Consequently, & complete centralization of all support fumctions
in CIA ip regarded as urmerimble even if detached szsctions are placed
with the covert offises. The latter system was given a year!s trial in
this organization and found absolutely impractiocal., Duplicatiewn with
autoncmous adminigtrative support for covert activities is not considered
raal because of the wide difference in the eonduct of covert and other
activities of the organization, o apprecisble saving in personnel would
result from & consclidetion. If we sre to run & securs, secrat intelligemce
organization, it will be necessary to continmue the present system repardless
of eriticiem. These opinions ars based upon s&n intimets day-to-day knowledge
of the probiems involved and upon detailed investigation of thege problems.

DOBALD B, CGAILLOVAY
CCs  Exsecutive Director : Aspistant Diractor
Freoutive for A & B Specisl Operations
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% 2 August 19L8

CONFIDENTIAL

Exscutive for Administration and Management

Pirector

Adninistrative Support for CIA.

Reference: Memorandus from ths Director, aubjas‘b, Administrative
Suppert for CIA, dated 21 July 19L8. (Attached as
Inclosure No, l.)

l. Primary considerations.

as Should =& provide for two completely separate and auntono-
mous covart units?

be Bhould we provide a completely autonomous covert organi-—
zation through the establishment of an additional staff under the
Director (titls would not alter purpose or function) to control
all covert operations and administration?

ces Should we provide completely centrallzed administrative
support for all of CIA under current organizational structure,
and abgorb therein the currently separate administrative funetlons
now under direct control of ADSO?

d, Should we adopt some compromise of the three possiblli-
ties indlcated above.

2« Problems involved,

2. The spirit ard intent of

be Fhether adequata operationsl security can be provided by
more ceniralized overall adminisgtrative support.

c« Current consideration by both Dulles and Hoover investi-~
gating groups as to whather covert operations are correctly as-
slged to CIA.

de Current inquiry by Hoover group as to cooperation and
coordination between covert and esssntizally overt activities of
CIA.

e. Constantly recurring mscessity to Justify to the Bureau
of the Budget, Commlitises of Congress :nd the Civil Service Com-~
mission apparent and obvious duplications in orzaniszational struc-
ture and increased fiscal requirements ogcasioned thereby.

- /
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3« Discussion,

a. The full group designated by the Director to review and
report on the problem of administrative support has met once,
ADSO and myself have hsd a psrsonal conference, ths resulis of
which I have reported in writing (see Inclosure 2.,). One cone-
ference has been held between the Executive Director, ADSO and
myself, The resulis of these mestings are indicated balowi

(1) There is agreement that two separate individuslly
autonomous covert units should not be considered.

(28) There is agreement that all domestic sscurity
functions,; including personnel investigations for semi-covert
and covert personnel should be consclidated directly under
the Executive for Inspection ard Security.

(3) Thers is complets disagreement batween ADSO and the
Fxacutive for Administration and Managsment as to the balanoce
of the problems. Due to this disagreement, we have been
instructed by the Executive Direcdtor to submit separate re-
ports and recommendations,

be (1) Tt is my understanding that the spirit and intent

of NSCID 10 4s that the additional covert office required
thereby shall not bte a part of the Office of Special Operetions,
but shall be established as a separate office with an Assistant
Director on the same lewel as that of the other Assistant
Directors and with the same access and responsibllity to the
Direotor.

{2) The Aasistant Director for Special Operations propoges
that he and two of his subordinates be established as a Staff
Group, responsible to the Director for the conduct and admine
istrative support of all covert operations, and that a ssparate
administrative staff be established for amph administrative
support, This would require the appointment of & new ADSO,

a covert administrative staff chief on the same level as the
Emautive for Administiration and Management, and that thaae
dffieials, topether with the Assistant Director appointed
under NSCID 10, report through and be controlled by the new
Covert Operations Staff Chiefi Such dction gould in ny
opinion only appesr to interested parties tc bte a direct cone
travention of the intent and spirit of FSOID 10, by estab-
lishment through a reorganizational su’bterfu.ge of a control
which NSCID 10 is expressly word@sd to avoid.
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(3) If it should be determined to provide combined
autonomous administrative support for covert activitiss it
would, in my opinion, be much more within the spirit of
NSCID 10 10 establish such support direcily under the super-
vision of the Exscutive Director without the establishment
of any additional covert operational staff control,

e (1) It has been my growing opinion that the texm
"gparational seourity® has been used wlthin ourselves with

an insistence based on determination to achisve covert sutonomy
rather than with real loglc and substance.

{2) 'The Branch Chigfs: of A&N have, and meceasarily to
perform their functi-ns, considerable broad information rela~-
tive to covert operations. Each of them has previously been
employed by 085 and 58U and were not oonsidered insecurs at that
time, One of them, and mysslf, have bsen honored by the Direc-
tor's personal confidence on aseveral ogecasions in conmection
with matiars involving the highest degree of ssourity., ADSO
has personally assured me on several ogcasions that he has no
goncern security-wise inasofar as I am concerned, Alsc, it is
my own conviction that the caliber and abllitles of ALNM super-
visory personnel are at least somewhat higher than that of
their counter-psarts enjaged in direct covert support.

{3) 1t is possible to provide organizaticnally for entiree
1y adequate security in overall support of all CIA opsrations
through ocentralization of a'l support functlons. In so doing,
consldsrable economy and greater efficlensy in support opsras-
tions would result. In such gase, I would meke one change
25X1A in ASM supervisory personr would be placed
in charge of 3ervices, ove 25X1A

de {1) 1 bslieve that the point of view of ihe |grmzp
thot ¢overt opsrations should be removed from CIA has been
pointed up both by recent Security Council discussions and the
Baldwin articles.

- {2) The Hoover Commission Group now with us has asked me,
and other CIA officials whom they have contaoted, whether covert
operations should be removed from CTA, and if not, why. Thelr
report will cover this matter specifically.

{3) My information to date indicates that Assistant
Direotors who have been asked about this point have stated tha t
they do not have sufficlent contact with or knowledge of the
covert sciivitiss to have a reasonsble answer, and that due
to this situatlon there is nc particular advantage to them in
its retention, insofar ss they have knowledge.
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(4) My answer, which I continue to emphasize for all of
CIA iss

{(a) Only in CIA can we be sure that actlivities sre
not emphssized or slanted to meet pre-determined dspart-
mantal pelicy.

{b) Only ip CIA can we be assured of an adequate
objestive central service which will be accoptsd by and
avallable to all other agencles without departmental
duplication.

{(c) Only in CIA, through coordinstion and direect
cooperation with other CIA offices with an objectiws
national approach to intelligense problems can we be
assured of proper utilization and intagration to mset
national rather than depa tmental or other ssparate
requirementa,

{(d) Only in CIA can ws be assured that wo receive
and can utlliiza for the national intellipence picture the
entire product of covart aoctivity.

(@) Only in CIA can we be assured of the most economi-
cal and least duplicative support of covert activities,

(£} Only in CIA can we be reasonsbly assured of adpw
quate budget provision and Congressional support of these
activities.

(5) Complste, or mearly complets administrative sutonomy
for oovert opsrations will provide organisationsl support for
tranafer of such operations from CIA to some other agenoy, or
establishment as a ssparate agency of government, This, taken
together with the wall currently bullt between covert and other
acti-ities of CIA would in {tself refuts any argument for
retention, If 1t should appsar to be neither economically
nor opsrationally unscund to make such a transfer the temptation
bacomss even greater,

{6} (a) ¥Major administrative problems in connsction with
separate autonomy for covert operations ares

le. Budgat
« Parsonnel
3. Space
Procurement and distribution of supplies,
inelu 1ng developmental contracts
« Transportation
5o Communications
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g. Warshousing
» Paciing and crating
T+ Rsproduction
« Relationa with other agsnciss
g- Posalblly CE Reglstry and Cover and
llocumentation,

{(b) I believe that 1t is admitted by all of us that
it is much more expensive and less efficient from the stande
point of a singls agency 1o maintain duplicats administra-
tlive support activities in these fislds. Competitive
approaches, which I belleove can result only in searshing
inquiries as to the actual necessity for such duplication,
will be the inevitabls result. v

{0} This reduces the problem again to economical and
efficisnt operations versus a claim of inflexibility and
ingecurity, I am convinced that we can have ths former
wlthout the latter by proper organization and control, amd
in so doing van afford to the Director a consistently sound
and defnsible postion in carrying out his personal respon-
8ibility for management of all of CIA in the best interests
of the U, S. Qovermment.

25X1A

(7) I am scoused by the[ | articles of "empire builde
ing" and of belng *tha tall which wags the dog". In our last
aseting ADSO repeated the "wagging" camment and stated that he
feels that I have a meat, orderly mind which is governed by
regulations and wishes to provide oontrols which covert opera~
tions cannot abide by. These things should be considered by
the Direstor in determining his zotion, '

(8) Before making my reeommendations, I wish to state
that they are promptly only by complete loyalty to the Director
and GI4, and represent my objective opinion of action necessary
to beet support the Agency in meeting its current problems
and consolidating its future position in meeting its mission.
I do feel that more control is reedsd than has been provided
in the past for covert administrative support. I also belleve
that the only way to achieve real flexibility within an overall
CIA budget; provision;is to establsh ons central fund which gan
be used at’ the discretion of the Director to meet shifting
emphasis and targets as the world situation changes,

It is recommendsd thaty

#e Neither of the two covert offioss be given complete admine

istrative autnomy,

be All domastic and overt foreign security functions be
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centralized under ths suparvision of the FExecutive for Inspection
and Security, to include all persommel investications of semie
covert and covert carsonnel,

Ce No covert operations staff be established for control of
the covert officsa of GIA,

de Complete administrative support for all of CTA be centralized
under the Exacutive for Administration and Hdanarsment, to includes

(1) Transfer of Communications as a branch of ALM,

25X1A (2} Consolidation of 730 Spacial Funds Division into Audgst
and Fiscal Branch, A&M, under| I

(3) Consolidation of 020 Personnel Division into Parsonnel

25X1A Branch, AtM, under[ |
9B5X1A (L) Consolidation of 030 Tranaportation and Sarvices Divie
sion into Services Branch, AGM, with| |[to be asseigned

88 Chief of that ®ranch,

{5) Elimination of the Administration and Services Staff
of Oﬁﬂw

(6) Provision for a small administrative ataff for internal
administrative action within sach of the two covart offices,
similar to that now provided for other offices of ClA.

{7) Instructions to the Fxecutive for Administration and
Honapement to initially reduce the currently authorized per-
sonmel requirements for 0SO direet administrative support by
&% least ong third except in communlcationa, which shall be
roduced to the extent possible, and 4o effect further reduc~
tlons when practicable,

(8) Instruotions to the Exscutive for Administration a:d
Vanagenent 10 so organize and establish procedurss for adminise
trative support as to insure adequate sacurlty of operations,

- (9) Instructions to the Assistant Directors of covert
offices to deal directly with the Kwscutive for Administration
and Manapement snd his branch chiefs for administrative suppert,

(10) Changing the compos tion of the Project Review Committes
to inolude the Executive for Adminiatration and ¥.napemant as
a member, and AWM branch chisfs as advisors on eall of the
Chairman, ‘

@€ The Asslstant Oenersl Counsel for Special Opsrations be
1R000600040035-8
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redesiynated as Assistant Qensral Counsel for cowsri actlivitiea.

fe 4 atudy be aade of the support functions performed by 080
Raglstry Division and 030 Cover and Documentatlon Divislonto de-
tormine whather these divisions will be required to support both
covart offices. If so, they should be reassigned as indlcated be-
Jows

{1) Reglstry - To Piographic Rranch, OCD,
(2} Covert Docusentation - To Services Branch, A&M.
ge Frovision be mads to the extent practicable for closer

working coordination and coopsration between our covert and overt
offices,

25X1A

2 Ingle.
“Qmﬂ; dtd 21 July 192}8, Director to ’ﬁx.?ilr.,&sab. ’Jir-,'iﬁ,
Fxec. AL, Txec, I&3
25X1A Memo, dtd 26 July 1948, ]to Zxez. Mir.

C W?)Dﬁp A»7
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CONFIDEMTIAL

21 July 1948

MEMORANDOM FOR: Exegutive Direstor
Assistant Director, Special Operations
Jixecutive for AGM
Exeeutive for I&S

Subject: Administrative support for CIA

1. In view of the current imspeotions by representatives of the
Hoover Commission, by reprsasntatives of the Dulles-Jackson-Corres com-
nittes, 28 well as by the Budget Review Board, etc., the organization of
the CIA is being very carefully scrutinized. It has been my belief for
some time that somsidersble duplieation exlasts, particulaily as regards
the various kinds and classes of adminiatrative support of CIA,

2, 1 should like the addressees to meet and eonsider an organiza-
tion of our Agency whereby duplisation may be minimised with dus regard
to the necessity for efficlent sand securs cperations. Especially is
this necessary now with the directives contained im N3C 10,

3, It seems to me that the following three cases should be care-
fully examined:

a. Complete and separats sutonomy for sach of the two covert
of figes,

b. Autonomous administrative support for the two covert
offices by the designation of a Deputy Direstor to supervise
both offices directly and to assume the adminietrative support.

e. A complete centralisation of all support funotions under
the current organization,

4L, While the ahove cases sre believed to be illustrative, it 1s not
ny intenticm that the addressees should limit thelr consideration only
to those cases. Inatead, what should be sought foris a scaliag-down
and streamlinimg of support fumctions, alvays econsistent with the
necesaity for security.

5, If the above sddressess feel the need for obtaining the views
of any of the other members of CIA (for example: finance, budget, legal,
oto.), they are authorised to eall representatives before them and %o
obtain statements.

25X1A

TR s i 2
e T L B TR

A R A
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A : R, H, & A 3’-‘
R Rear Admiral,UsH
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Exacutive Director | 26 July 1948

Executive for Administration and &&nagemnt

Administrative Support for CTA,

1. As agreed at the first mseting of the group designated by

the Director's memo on above subjledt, dated 21, July 1918, ths Assistant
Director for Special Operations and myself discussed the subject on 23

July and agreedi

(9 ( as That complete and separate auntonomy for each of the two
SR, oove

K

rt offices should not be considered.

be That all domestic security functions including personnel
investlgations of ssmi~coveri and sovert psrsonnel should be come
bined under the Exscutive for ¥nspsction md Security.

2+« 8. The Assistant Director for Spscial Operations is of the
opinion that all covert administrative support functions {other
than indicated in 1b above) should bs completely separate and
autonomous under a staff officer on ths Direstor's staff.

b, He does not belleve that another Deputy Director should
be appointed to supervise covert activities, and I conour with
him on this point.

3¢ 8. It is my opinion that much greater centidlization of sup-
port functions under current organization, to provide overall
support for all CIA activities is both feasible and desirable,
and that increased efficiency with at least no loss in currently
provided security will result,

bs The Assistant Director for Special Operations expressed
willingness to fully explore this point of view before submitting
a finel opinion.

L. Support funétions to ve considered from either an overall ar

separate responsibility angls should bey

: -
Approved For Release 2002/05/0

{1) Persornel

(2) Pudget and Finance

(3) Supply, transportation and reproduction servioces
(L) Communications

(5) megistry
(6) Gow*r and documentation

2, That sach chief (03C=AM) of the activitiss listed under
. 1261R000600040035-8
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(1) 2} and (3) of paregreph L sbove be called befors the group
desisnated by the Direcior, separately for eech functlon, amd
possibilities of further centralisation discussed.

be That the activitiss listed under (L) 5) and (8) of
Dmi grfg?h L above bo discussed by the group designated b the
Motor,

¢« That after careful consideration of all angles of the
problem a written report and recomsendations be prepared for
action by tw Director, including opposite views of the group
menbers should no agreement be reachad on any point or pointe.

f 25X1A
eos ADSO

T
Exscutive for ALl /

Executive for 188 —

Nes N (i) . éENT‘AL
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